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Abstract
The cosmetic industry is a thriving global industry. It was the most successful industry during the Great Depression from the 
early 1930s till the end of World War II. The aim of this study is to examine the evolution of cosmetics brands created by
immigrant founders and the extent of such cosmetics brands in the industry from the date they were created until now. The 
analysis in this study indicates that cosmetics brands created by immigrant entrepreneurs have survived and grown through 
innovation in four areas. The study confirms that the cosmetic industry is a relevant industry that can promise another booming 
prospect in the future. It also provides evidence to support the findings. Implications of innovation and future trends in the 
cosmetic industry are discussed.   
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1. Introduction
Historically, men and women have used cosmetics to enhance their beauty, gain self-confidence, soften their 
skin, remove odours and protect their health.  For example, Ancient Greeks adopted the idea of bathing from the 
Hindus who were familiar with the beneficial effects of bathing 3,000 years ago. The Romans and later the 
Ottomans brought more innovation to bathing, and they used oil-based perfumes in their baths. Throughout history, 
this industry has been stereotyped as being associated with women and involving makeup and perfumes. In contrast, 
cosmetics is not a gender-based industry because it covers various forms of products ranging from powders, soaps, 
deodorants, shampoos, body care, makeup, shaving and toothpaste.
At present, many cosmetics brands have their own target market, but most of them target female consumers, 
based on the products. However, this industry changes over time owing to many factors, such as changes in market, 
politics, globalization, demands, society and awareness. Because of such changes, innovation is crucial for 
cosmetics brands in order to meet the needs of both male and female consumers. 
Over the past 20 years, innovation in the cosmetic industry has made it possible to produce a wide range of 
products to protect and moisturize the skin, thus helping consumers achieve natural-looking beauty and further 
raising the levels of personal hygiene. Innovation
This study analyses the extent of the immigrant entrepreneurs in the cosmetics brands from the date of their 
creation to their implications at the present time. Avon and Estée Lauder were chosen as case studies to explain this 
study.
continues to be at the heart of the cosmetic industry, with new 
ground-breaking products being put on the market in response to emerging trends in fashion, media and television, 
advertising, competitors and changing lifestyles. Furthermore, the industry is also finding environment-friendly 
ways to source, manufacture, distribute and market products. Innovation continues to drive the cosmetic industry 
with its mission to provide a safe, and contribute back to, society through philanthropy and sustainability 
(Thompson and Doherty, 2006), with appealing products that people around the world use every day.
2. Literature Review and Hypothesis 
The cosmetic industry is an important and valuable global industry. Although it is competitive, the cosmetic
industry offers an opportunity for new entrants as well as welcomes competitors. Therefore, it contributes to the 
economic growth of countries and generates global income. Interestingly, the cosmetic industry was one of the 
industries that survived global crises, including a series of great depressions and the World War II. In the US, the 
cosmetic industry was dominated by family-run firms and immigrant founders at the forefront of several global 
brands, such as Avon, Estée Lauder, Elizabeth Arden, Helena Rubinstein, Max Factor and Revlon. According to 
Scanlon (2006), during the Great Depression in the early 1930s, there was growth in the cosmetics market whose 
products were considered essential consumer items for women. During the Great Depression, many of the makeup 
advertisements claimed to give consumers a more youthful appearance. According to Schrum (2004), the call for a 
youthful appearance was tied to the emerging youth culture, which began to rise in the late nineteenth century.
Furthermore, cosmetics also performed well during the recessions of the 1960s and 1980s. The recession of the 
early 1990s, however, brought new challenges as counterfeit products were offered at low prices. As a result, some 
consumers were trapped and switched to these products because of their attractive offering. In order to face this 
problem, many cosmetics companies initiated awareness campaigns on safety products against animal testing and 
for environment-friendly products. They also adopted other marketing strategies such as giving free samples, 
tutorials and contests. 
The immigrant founders in this study refer to an immigrant or the child of an immigrant who migrated to a host 
country and does a business there. The purpose of this study is to examine the role of immigrant founders towards 
innovation in creating the world’s successful brands in the cosmetic industry. Estée Lauder and Avon Products are 
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chosen to demonstrate the case studies. The significance of selecting these brands is because; (1) they started as a 
family-run firm; (2) they are pioneers in their business strategy; and (3) they are still independent brands in the 
industry. This study supports the argument made by Teresa and Casson (2007) to the effect that innovation relies on 
other activities, such as branding, and on marketing knowledge rather than technology. 
Branding and innovation both need one another. Innovation without a brand may reduce the chances of business 
success, or make it be short-lived, unable to survive in the industry, or unable to achieve potential in the business in 
the future. Therefore, the role of founders from an immigrant background was significant in the motivation towards 
innovation in the business they were involved, in order to create the offering, define a new category in business and 
position the cosmetics brands in the industry. 
2.1. Cosmetic industry trends
Trends in the cosmetic industry are increasing gradually, compared with other industries such as the fashion, 
advertising and media industries. According to Kumar (2005), the major movements in the industry were a trend 
towards providing consumers with the premium version of health and beauty products in 1999. In addition to 
competition, consumers’ demands and needs change over time. In order to satisfy consumers, cosmetics firms are 
forced to innovate a new product, replace a product, or upgrade its products to meet the demands of consumers at all 
levels (Akers and Porter, 1995). Innovation is the key to success in the cosmetic industry, especially among the 
industry leaders, which is not limited to only product innovation, but also relies on branding and marketing 
knowledge (Lopes and Casson, 2007). 
Fig. 1. Total Beauty Sales and Forecast,    Source: Euromonitor
Figure 1 illustrates the total beauty sales and forecast trends for 10 years between 2007 and 2017. According to 
the recent Euromonitor 2013 report, beauty companies still have the highest growth potential in emerging markets, 
especially in South America and Asia. Between 2007 and 2012, the emerging markets increased from 50 percent of 
global sales to 54 percent, in 2012. By 2017, the emerging markets are expected to represent more than 50 percent 
of the total beauty sales, with South America 19 percent and Asia 40 percent being the dominant regions. This is 
indicative of a seismic global shift in the middle-class consumption power. The shift of the total beauty sales from 
North America and Europe to emerging markets is due to several reasons such as globalization, product innovation 
and the niche market demand.  
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2.2. Immigrant entrepreneurs in the industry 
Immigrant entrepreneurs play important roles in the world in various industries, such as Alexander Graham Bell 
in the communication industry and Estée Lauder in the cosmetic industry. The immigrant entrepreneurs, also known 
as inventors, mediators, or businessmen by doing business in a foreign land, contribute to not only the society but 
also the economy of the host country. Figure 2 shows the top 500 most global brands in the world by country, where 
immigrant entrepreneurs are among the top contributors in the United States (US).
Fig. 2. Top 500 Most Valuable Brands in the World by Country
Sources: Brand Finance, Forbes 2013
Figure 2 illustrates the top 500 most valuable brands in the world led by the US with 178 brands from various 
industries. Japan follows with 53 brands, both United Kingdom and France with 35 brands and Germany with 33 
brands. Many brands that originated in the West, especially the US, have been globalized, influenced by many 
factors such as demands and supply, innovation and the growth of other industries such as media and 
communication (e.g. information communication and technology). Further, consumer mobility, such as worker 
flexibility, tourism and borderless world, is the most common factor at the present time. This study focuses on the 
US because of its major contribution to the global brands and, historically, as the largest immigrant receiving 
society.
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Table 1. Immigrant Entrepreneurs in North America by Industry
Industries North America
Total by 
industry
Immigrant 
Entrepreneurs
Immigrant (by 
%)
Automobiles 5 5 3 60
Banks 18 18 7 38.9
Beverages 9 9 3 33.3
Commercial Services 7 7 4 57.1
Computers 5 5 5 100
Cosmetics / Personal Care 8 8 5 62.5
Food 6 6 5 83.3
Insurance 7 7 2 28.6
Internet 10 10 6 60
Media 16 16 9 56.25
Miscellaneous Manufacture 5 5 2 40
Retail 24 24 9 37.5
Software 6 6 2 33.3
Telecommunications 11 11 4 36.4
Transportation 7 7 1 14.3
Sources: Data gathered from a large database of Brand Finance, Forbes 2013. Percentage calculated by the author.
Table 1 shows the immigrant entrepreneurs in North America by the popular industries. According to Table 1, 
immigrant entrepreneurs dominated more than 50% of industries such as computers, food, cosmetics, automobiles, 
internet, commercial services and media. This indicates that immigrant entrepreneurs play an important role in these 
critical and popular industries. Furthermore, foreign-born scientists, engineers and technologists in the Silicon 
Valley make substantial and growing contributions to regional job and wealth creation (Saxenian, 2000). Therefore, 
the entrepreneurial contributions of these skilled immigrants are impressive. The roles of key immigrant founders 
and the economic impact in the US have been proven by (Wadhwa,, Saxenian, Rissing & Gereffi, 2008) in the 
technology industry consists of engineering, computer, internet and technology sectors.
Moreover, many global brands in the food industry created by immigrants already have an established presence 
or reputation in particular countries for geopolitical or historical reasons, such as the European colonisation and its 
legacies (Khera, 2001) during the Industrial Revolution that smoothened transportation and saved costs (Jensen, 
1993). There was later the massive expansion of international exports by the US during and after World War II 
(Barkema and Vermeulen, 1998, Bairoch and Kozul-Wright, 1996). Therefore, the expansion from one product 
category into another is easier, and so, potentially, is the synchronisation of branding activity across different 
national markets. However, the synchronisation only takes place depending on other local and institutional factors 
(Moor, 2007).
This study demonstrates the evolution of the cosmetic industry dominated by immigrant entrepreneurs. It has the 
third highest percentage of immigrant entrepreneurs, as shown in Table 1, who existed at least at the beginning of 
the twentieth century. Table 2 shows the global cosmetics brands in the US and their date of creation as set up by 
immigrant founders. According to Table 2, Avon is the earliest and Estée Lauder is the latest cosmetics brand 
created by an immigrant.
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Table 2. Immigrant Entrepreneurs in the US in the Cosmetic Industry 
Brands Date of Creation Became Public Company Sold/Acquired/Merged 
Avon 1886 1946 -
Estée Lauder 1946 1995 -
Elizabeth Arden 1911 1966 1971
Helena Rubinstein 1915 1959 1973
Revlon 1932 1955 1985
Sources: Multiple sources from cosmetics brands corporate websites. 
In addition, among the cosmetics brands, only Estée Lauder and Avon have not been sold, acquired or merged by 
other companies until now. However, Elizabeth Arden, Helena Rubinstein and Revlon were acquired by 
multinational corporations. The cosmetics brands in the US have an interesting story for the industry, especially the 
contribution by the founder and the family from the beginning of the business until they went public. The significant 
reason why family ownership has prevailed in this industry since the beginning is related to the private interests of 
the entrepreneurial DNA of the founders. The founders had an ambition to build an empire, or keep the family name 
through later generations.  This is achievable because the capital required for investment is primarily for marketing, 
and can be obtained from retained earnings.
The role of immigrant founders is crucial in the US cosmetic industry, as well as at the global level because they 
innovated in various aspects in order to distinguish themselves from others in such a highly competitive industry. 
Furthermore, the role of immigrant founders was critical and relevant between the time of brand creation and the 
firms turning into public companies. This is because the business decisions made by the management during that 
period were influenced by the founders and their heirs. All cosmetics brands saw a boom in their sales and profits 
after becoming public companies. Investors who invested in cosmetics businesses had been influenced by the 
companies’ reputation before they made investment. That was obviously run and established by immigrant founders. 
3. Methodology and findings
This study analyses four components of innovation: (1) products, (2) advertising, (3) sustainability, and (4) 
distribution. The analysis covers the period from the date of brand creation to the present time. This research follows 
a qualitative approach, and primary data is collected from a large database of the top 500 most valuable brands by 
Brand Finance and Forbes 2013, company historical archive consisting of annual reports, and figures from corporate 
websites. Table 3 illustrates that innovation is a strong factor created by immigrant entrepreneurs in the cosmetic
industry. The findings show that innovation relies on marketing knowledge and branding. This table covers the 
period from Avon and Estée Lauder was first created until they became successful global brands at present. Table 3 
demonstrates that there has been innovation in four different areas, such as products, advertising, sustainability and 
distribution, from the crisis period and until now. 
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Table 3. Evolution of innovation in four different areas by Avon and Estée Lauder
Variables
In Beginning During Crisis Present
Avon Estée  Lauder Avon Estée  Lauder Avon Estée  Lauder 
Products x x xx xx xx xx
Advertising x x xx xx xx xx
Sustainability o o o o xx xx
Distribution x x xx xx xx xx
Indicators: x        There are basic products, limited advertising and distribution
xx      There is innovation in this area
                                                                    o        Data not available
Sources:
(a) Data retrieved from the official Avon Products website at http://www.avoncompany.com, Avon Products 
historical data was accessed at http://www.hagley.org/online_exhibits/avon/index.html, Archival visit  at Hagley Museum and 
Library between 2 - 18 September 2014 accessing ACC.2155 Avon Products,  Inc., files, RG I Archive with permission to 
photocopy, photograph scan boxes number 19, 20, 136. For Estée Lauder, data retrieved from corporate website of Estée Lauder 
at http://www.elcompanies.com/Pages/Homepage.aspx, and official Estée Lauder website at http://www.Estée lauder.com
Note:
The summary of the cosmetics matrix above was analysed from various sources, including historical documents, annual reports, 
historical figures, letter from founder, Avon Outlook, and corporate website for information.
Avon and Estée Lauder started their businesses with basic products. Avon was formerly known as California 
Perfume Company selling a range of perfumes to housewives from door-to-door. Meanwhile, Estée Lauder started 
with four basic products, including Super-Rich All Purpose Crème, Cleansing Oil, Crème Pack and Skin Lotion, at a 
counter located in a New York luxury department store. Furthermore, Estée Lauder’s marketing strategy was giving 
a free-gift-with-purchase to consumers. At the beginning of the business, both Avon and Estée Lauder were pioneers 
in their marketing strategy through direct selling and free gift samples. Advertising during that period was limited as 
well, and word of mouth was the powerful aid to the business.
3.1. Product innovation
This study shows that product innovation contributes to brand establishment over time, since the date of creation. 
For Avon and Estée Lauder, investing in the cosmetics business was very limited, especially after World War II, and 
they had only four products, but they still survived and became industry leaders at the present time, owning 25 
brands in more than 150 countries and offering hundreds of products. The Lauders were right in their decision as the 
post-war business of beauty was booming. Meanwhile, the Avon Products selling a wider range of products started 
with the perfumes that the California Perfume Company began with. Then later it  ran a range of bath and soap 
products, including food colourings, household cleaners and dental care (Camerius, 2001; Manko, 1997). The Avon 
Products innovation has evolved over time and it has become the largest direct selling brand in the cosmetic industry 
with 6.4 million representatives doing business for this brand today. According to Euromonitor, Estée Lauder and 
Avon Products are among three dominant players beside L’Oreal in the colour cosmetics category, which shows that 
they are quite trendy, aware of the market and innovative with their products, compared to others in the industry.
During the crisis period, Avon contributed to the business in war effort programme to help the US government. 
Avon opened up its factory to help the US military by producing paratrooper kits, insect repellent, gas masks 
canisters and pharmaceuticals. Estée Lauder entered the cosmetics business on a small scale to encounter the local 
beauty market in the US from the late 1920s until 1945. Estée Lauder’s contribution during that period was only to 
society, especially women. This was due to the US Government’s campaign to encourage women to look beautiful, 
brave and motivated despite going through tough times. Product innovation was not the only area that evolved 
during the crisis; both advertising and distribution were expanded. Avon promoted its products in advertisements 
with women in army costume and in Red Cross uniform. The promotional strategies that Estée Lauder employed, 
including direct mail and gift-with-purchase, are being copied by commonplace in the cosmetics marketing today.
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3.2. Distribution
In the early stage of the foundation of Avon brand, products were distributed by housewives and other women 
who could devote only a portion of their time to work. During the crisis, Avon moved away from the traditional 
direct selling plan and introduced a managerial system, where managers needed to overlook regions and territories 
of the business (Klepacki, 2005). Later, Avon expanded its business abroad and opened several laboratories in 
foreign countries as distribution channels. Avon still maintains its direct selling concept introduced by its immigrant 
founder, and only innovates its distribution to reach more consumers worldwide. Meanwhile, Estée Lauder started 
its distribution only at home and by demonstrating at a hair salon. Then, it expanded its business by selling products 
at luxury stores, and it still maintains the strategy until today in order to complement the images associated with its 
brands. These channels include more than 30,000 points of sale in over 140 countries and territories and consist 
primarily of upscale department stores, specialty retailers, upscale perfumeries, pharmacies, prestige salons and 
spas. According to the Avon and Estée Lauder case, although distribution and innovation evolve over time, the core 
principles, (which are Avon direct selling and free-gift-with-purchase by Estee lauder), initiated by the founders still
remained unchanged. 
3.3. Advertising
The cosmetic industry is highly lucrative, and in order to maximise this, enormous sums of money are spent by 
the large manufacturers to tell consumers about their products. This has been supported by Kim and Mauborgne 
(2001) who argue that, on average, packaging and advertising constitute 85 percent of cosmetics companies’ costs.
Moreover, advertising in cosmetics works by using several different techniques and innovation that encourage the 
target market to buy from specific cosmetics production lines. Many people are highly aware that their personal 
appearance can have a significant effect on how they are regarded and treated by others. Therefore, advertising can 
play on those concerns by encouraging the target market to be concerned about signs of aging or making themselves 
more attractive to the opposite sex. For example, some cosmetics campaigns, like those embraced by Estée Lauder 
and Avon, may emphasize the ability of a product to reduce wrinkles or to give potential consumers a more youthful 
appearance. In a time of high unemployment, especially during a series of economic crises, in which older workers 
may be concerned about age discrimination, this type of advertising can be very effective. Among the two case 
studies, innovation in advertising was helpful over the years from word of mouth at the beginning of brand 
establishment to Hollywood-icon on television during crisis and sustainable awareness at the present time. Today, 
there are hundreds of production lines created by Avon and Estée Lauder with more efficiency and sophistication in 
advertising and distribution channels owing to rapid technological change and globalization.
3.4. Sustainability
Avon and Estée Lauder have become among the world’s successful global cosmetics brands in the present time.
Innovation in products, advertising and distribution is continued in parallel with the world globalization. 
Interestingly, sustainability is another new trend ventured into by Avon, Estée Lauder and other global cosmetics 
brands. According to Table 3, sustainability appeared only in the present column. Sustainability first emerged as an 
explicit social, environmental and economic ideal in the late 1970s and 1980s (Caradonna, 2014). Figure 3 shows 
books with the word “sustainable” or “sustainability” in the title, between 1900 and 2012. 
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Fig. 3. Books with the word “sustainable” or “sustainability” in the title, 1900-2012.
Source: Adopted from Sustainable: A History (Caradonna, 2014)
Sustainability in the cosmetic industry has become gradually important since the early 1990s, especially among 
global brands such as Estée Lauder, Avon Products, L’Oréal, Procter & Gamble, Unilever, and others. Most of them 
take a holistic approach to sustainability which enables them to tackle various issues simultaneously, such as animal 
testing, environmental and social contributions. The global brands in the cosmetic industry rely on innovation to 
support sustainability programmes in production and operation, packaging, distribution, promotion and advertising. 
They are reducing the environmental impact of their cosmetic products by using greener formulations, reducing 
packaging and also cutting greenhouse gas emissions, waste, energy and water consumption. Furthermore, in a 
social aspect, they are looking at ethical supply, chains and corporate philanthropy. The two cosmetics brands in 
these case studies demonstrate excellent contributions to sustainability. Avon focuses on recycling and minimizing 
material use as it strives to reduce waste along the production cycle. Moreover, by 2020, their goal is to achieve a 
waste reduction of 30 percent on a per unit basis, waste per Avon manufacturing facility from its 2005 baseline 
levels. Meanwhile, Estée Lauder chemists select the ingredients of products according to sustainability criteria by 
Green Chemistry. Both Avon and Estée Lauder still inherited their founders’ principle: be responsible in every 
community they serve and contributing to the well-being of society.
3.5. Globalization and prospect in niche market
On the other hand, globalization is a key driver behind the rise in product consumption in the cosmetic industry 
today. The increasing demands for beauty products in the cosmetic industry are because of the history of reputation 
of cosmetics brands such as Estée Lauder, Avon, L’Oréal and others, which meet consumers’ needs. Furthermore,
the stereotype of the cosmetic industry being associated only with women has changed, owing to the existence of 
several men production lines in the market. According to Euromonitor and Lennard (2010), men’s grooming is one 
of the fastest-growing production lines in beauty and personal care and contributed approximately USD4 billion to 
the global value size (USD 27 billion) in 2014. Innovation in promotion and advertising among cosmetics brands 
has a big impact, especially in the emerging market. 
Recently, there has been a growing trend in the cosmetic industry towards globalization; for example, industry 
leaders have focused production lines and marketing on the ethnic niche market worldwide. Those gigantic brands 
targeting the specific makeup and skin care need to penetrate Asian, African and South American markets. The 
niche market is crucial in creating the next trend in the cosmetic industry because this market is expected to continue 
its rapid growth. Furthermore, the purchasing power of other niche market such as halal†
†  Halal means anything which is lawful in Islamic law, and prohibits the consumption of alcohol, pork or pork by-products and by-products of 
animals that aren’t slaughtered according to Islamic law. Products that do not conform are known as ‘haram’ (prohibited). 
cosmetics is also on the 
rise worldwide, especially in Turkey, Middle Eastern countries, Africa and Asia (Laporte, 2015). Besides, the great 
demand for halal cosmetics is rising whether among Muslim or non-Muslim consumers. These consumers are not 
only present in countries with Muslim majority populations, but there is also a worldwide demand for halal 
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cosmetics (Ramli, 2015). This was supported by a study, conducted by the Institute of Personal Care Science of 
Australia, which calculated that the global cosmetic industry was worth approximately USD334 billion, with halal
cosmetics contributing USD13 billion of this amount a year. Therefore, the big brands in the cosmetic industry 
should take this opportunity to expand their business, such as by being a pioneer in venturing halal cosmetics and 
leading others in the future. In addition to this, the brands may consider a halal hub in an emerging market such as 
Turkey, which is strategically located to penetrate the Middle Eastern and African markets, and also Malaysia to 
penetrate large populations in the east, which is surrounded by Indonesia, India, Brunei, Thailand and China.   
4. Conclusion
Estée Lauder and Avon have realized that the key to success lies in offering a suite of products targeted at a wide 
range of consumers, but with a special emphasis on the growing global luxury sector and focusing on the emerging 
markets worldwide. This study concludes that the evolution in cosmetic industry sales is also shifting from North 
America and Europe to emerging markets such as South America and Asia. The result of the study supports that 
innovation relies on branding and marketing knowledge, derived from product, advertising, sustainability and 
distribution. However, there are other areas to explore in the future, such as examining the DNA of founders, human 
resources, finance, operation and production. The result also shows that innovation in those four areas has enabled 
the firms to achieve greater performance for their brands. Given this trend, it would be practical to mention that 
major cosmetics players need to emphasize their brands, conduct research and development for niche market to 
fulfil the needs and demands, continue foreign expansions and support sustainability of production and distribution. 
They may also need a new management to execute these strategies and remain the founder’s core principles in the 
business. Immigrant entrepreneurs made a strong contribution at the beginning of brand creation, when all decisions 
before the firm went public had relied on the founder’s and his heirs’ view. The findings contribute to the current 
discussion on the immigrant entrepreneurs’ contribution and their response to innovation in branding, in two ways. 
First, the study analysed the selected industry and the period of time: from the date of creation, during crisis and at 
present. Second, the study suggests that innovation relies on marketing knowledge in various aspects of the industry, 
which lead cosmetics brands to becoming global. 
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